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CITY  PLOTTING  C  OMMISSI  OK 
252  City  Hall 

January  7,  1941 • 

T  o  the  H  on  or  able  I  lemb  er  s 
City  Planning  Committee 
Board  of  Supervisors 
City  Hall,  San  Francisco. 

Adolph  Uhl,  Chairman  ,  John  F.  i^cGowan 
and*  Dr.  Adolph  E»  SehmLdt 

Sirs : 

Undor  date  of  December  IB,  1940,  you  addressed  a  letter  to 
the  City  Planning  Commission  requesting  to  be  advised  as  to  what 
would  be  necessary  in  order  to  prepare  a  "Master  Plan''  for  the 
physical  development  of  San  Francisco,     In  reply  tlx*  re  to ,  tho  City 
Planning  Commission  submits  the  fo llo-TrLng  for  your  consideration: 

In  this  connection,  your  attention  is  directed  to  G action  116 
of  the  Charter,  third  paragraph,  'which  provides: 

"It  shall  be  the  duty  of  the  commission  to  make,  maintain  and 
adopt,  including  necessary  changes  therein,  a  master  plan  of  the 
physical  development  of  the  city  and  county,  which  plan,  including? 
maps,  plats,  charts  and  descriptive  matter,  shall  make  r^c  w:d 
tions  for  the  development   of  all  areas  within  the   city  and  county 
and  for  three  miles  outside  of  the  boundaries  thereof,  including, 
among  other  things,  the  general  location,  character  and  extent  of 
streets,  viaducts,  subways ,  bridges,  boulevards ,  parkways,  play- 
grounds, parks,  squares,  aviation  fields  and  other  public  ways, 
grants  and  open  spaces,  the  general  location  of  public  bulldlqgs 
and  other  public  property  and  the  removal,  relocation,  widening, 
narrowing,  vacating,  abandonment  or  extons  ion  of  any  of  thj  fore- 
going ways,   grants,  open  spaces  or  buildings.     In  tho  preparation 
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of  such  plans,  the  commission  shall  consult  and  cooperate  with  all 
the  other  departments  of  the  city  and  county  which,  by  this  chart- 
er, are  vested  with  responsibility  for  or  control  over  any  of  the 
matters  hereinbefore  enumerated,  and  shall  make  such  additional 
studies  as  it  may  deem  necessary.  The  commission  shall  also  act 
in  an  advisory  capacity  to  the  supervisors  and  ether  departments 
of  the  city  and  county  in  all  matters  affecting  the  general  loca- 
tion and  extent  of  public  improvements,  ways  and  structures.  All 
departments  and  officials  of  the  city  and  county  shall,  Upon  re- 
quest, furnish  to  the  commission  such  information  as  it  may  re- 
quire for  its  work  and  the  commission  shall,  whenever  possible, 
furnish  to  all  departments  and  officials  such  information  as  said 
departments  and  officials  may  require." 

To  properly  answer  the  questions  propounded  in  your  letter, 
and  in  light  of  the  Charter  provision  above  quoted,  it  is  advis- 
able to  preface  any  reply  with  a  few  remarks  as  to  various  meth- 
ods which  may  be  employed  to  carry  out  said  Charter  provisions: 

There  are  three  different  methods  for  preparing  long  term 
general  plans  for  the  physical  development  of  a  City  and  its  re- 
gi  ons . 

One  method  would  be  to  engage  the  services  of  a  reputable 
and  qualified  Professional  City  Planner  to  prepare  all  the  nec- 
essary documents  comprising  a  Master  Plan. 

A  second  method  would  be  to  have  the  City  Planning  Commission 
organize  a  local  staff  and  endeavor  to  do  the  work  itself. 

A  third  method  would  be  to  organize  a  local  staff  tot  doing 
the  actual  -work,  but  under  the  guidance  of  a  reputable  and  c/ual- 
ified  Professional  City  Planner  who  would  act  as  a  patron  to 
assist  the  local  staff  in  preparing  such  plan. 


(3) 

The  first  method  is  inadvisable  for  obvious  reasons.  \en 
plans  are  so  prepared  by  such  Professional  Planner  and  delivered 
to  the  City,  none  of  those  who  are  resident  members  of  local 
staffs,   in  any  department  of  the  City  government,   have  had  an 
intimate  and  working  knowledge  of   the  development  of  such  plans. 
By  reason  thereof,  the  local  personnel  do  not  approve  of  the 
plans  prepared.    Further,  the  Professional  Planner  in  making  the 
plans  has  been  without  the  assistance  of  those  familiar  with  lo- 
cal conditions  and  undoubtedly  vrould  recommend   certain  develop- 
ments which  would  not  be  the  best  solution  to  a  problem.  Upcn 
completion  and  delivery  of  such  plans  by  such  outsider,  anc  his 
staff,  they  would  depart,   and  the   City  would  have  another  report 
prepared  by  an  "Expert"  to  be  filed. 

The  second  method  of  attempting  to  prepare  such  plans  by  a 
staff  composed  of  only  local  people  leads  to  a  similar  result. 
Little  confidence  is  placed  in  such  plans,  and  also  for  obvious 
reasons.     City  Planning  has  become  a  science  and  but  few  persons 
in  the  Nation  can  claim  the  qualifications  and  at  the  same  time 
point  to  actual  experience  and  work  dene.     There  are  but  few 
cities  of  comparable  size  and  but  about  six  persons  or  firms  in 
the  United  States  who  can  actually  point  to  work  done.    Their  ex- 
perience and  knowledge,  gained  even  from  mistakes  made  in  the 
past,   should  be  invaluable. 

The  third  method  offers  the  best  approach  toward  the  prep- 
aration of  a  Master  Plan  for  San  Francisco.     It  has  all  the  ad- 
vantages of  the  first  and  second  methods  with  none  of  the  disad- 
vantages.   When  the  job  is  completed  and  the  Professional  Planning 
Consultant's  services  no  longer  required,  upon  his  departure  he 
leaves  an  informed  and  experienced  local  staff  cf  planners. 
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RECOM: ""IITDATI ON ;     lb  is  recommended  "that  the  servicer,  of  a 
recognized  capable  Professional  City  Planner  bo  retained  a r  a 
consultant  to  the  Commission  to  aid  and  advise  the  local  planning 
staff,  who  would  do  the  actual  work  of  preparing  a  '.  lastcr  J 1  oii  • 

To  insure  of   public  confidence  in  such  completed  plans,  ex- 
perience in  other  cities  has  shown  it   to  be  advisable  to  keep  the 
public  at  all  times  apprised  of  developments  in  the   course  of  its 
preparation.     This  is  best  accomplished  by  having  a  Committee  of 
local  citizens  co  11a  bora  tins  ,  working  and  advisin^  with  -he  mem- 
bers of  the  City  Planning  Commission.    ~.re  have  many  persons  in 
private  life  engaged  in  various  businesses  and  occupations,  both 
in  the  ranks  of  Capital  and  Labor,  who  could  render  invaluable 
service  in  the  formative  stages  and  in  the  preparation  of  such 
Plan.    Their  endorsement  of  the  completed  work  would  serve  to 
instill  confidence  in  the  minds  of  the  general  public  as  to  the 
worthiness  of  such  Plan. 

Now,  with  regard  to  the  present  staff  of  the  City  Planning 
C ommi ss i on  :     Th is  consists  of  o ne  G en e ra  1- C ler k  S t en oq, ra pfl or ,  '-no 
Junior  Civil  H'ng ineeri ng  Draftsman  and  the  Executive  Secretary ■ 
This  staff  is  inadequate  to  properly  handle  even  the  routine  work 
of  the  department.     The  mere  indisposition  of  either  member  of 
the  staff  causes  complete  cessation  of  the  work  for  Which  either 
is  responsible.    With  such  a  meaner  staff,  much  time  of  the  Exec- 
utive Secretary  is  taken  up  with  matters  of  petty  concern  leavin 
no  time  for  constructive  and  creative  work.    I'uch  of  such  vjork 
has  been  started  and  remains  incompleted  because  of  this  condit- 
ion; this  should  be  obvious. 

From  the  foregoing,  it  is  evident  the  Commission  hus  not  now 
even  the  nucleus  of  a  planninr;  staff  to  properly  undertake  the 
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preparation  of  any  Master  Plan.     It  will  be  necessary  to  create 
one.    The  personnel  of  such  organization  should  be  formulated 
gradually  as  work  on  any  such  plan  progresses.     If  possible,  it 
would  undoubtedly  be  advantageous  to,  from  time  to  tine,  transfer 
persons  from  other  departments  of  the  City  government  Who,  inde- 
pendently, have  been  working  on  the  several  elements  that  enter 
into  a  Master  Plan.     The  Plan  is  tantamount  to  the  coordination 
of  work  now  being  done  by  other  departments.    Thus  persons  v;ould  be 
engaged  who  would  be  intimately  acquainted  with  the  specific  prob- 
lems assigned  to  them  together  with  knowledge  of  the  records  In 
the  respective  departments  from  which  they  were  transferred.  Fur- 
ther, this  would  aid  in  correlating  all  the  elements  comprising  a 
Master  Plan,  insure  full  use  being  made  of  all  existing  material, 
avoid  duplicating  whatever  work  has  already  been  done,  and  effect 
as  much  saving  in  expenditure  of  monies  as  possible.    Such  a  corps 
of  persons  should  be  augmented  by  the  addition  of  some  new  help 
who  have  made  a  particular  study  of  planning  and  possess  creative 
ability  and  imagination. 

By  following  the  foregoing  suggestions  as  tc   a  likely  plann- 
ing personnel,  every  department  of  the  City  government  would  have 
an  active  part  in  the  making  of  the  Master  Plan.     It  is  essential 
to  the  ultimate  success  of  such  Plan  that  each  department  does 
participate  in  its  making  -  directly  and  indirectly. 

wTith  the  small  staff  which  the  Planning;  Commission  now  has, 
it  would  be  impossible  to  even  undertake  the  very  nro  11  mi  nary 
steps  to  commence  work  on  a  Master  Plan.     For  i:umediate  needs  the 
Commission  would  require  one  additional  Gen oral- Clerk  Stenographer 
and  two  additional  draftsmen.     The  salary  ranee  for  such  addition- 
al personnel  would  be  a  matter  for  determination  after  consultation 
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with  the  Civil  Servico  Commission.    Addi tional  office  space,  about 
throe  times  the  size  of  present  quarters,  would  be  needed.  Addit- 
ional drafting  tables,  typewriter,  ft  ling  and  mimeographing  equip- 
ment, and  other  miscellaneous  materials  and  supplies  will  be  re- 
quired.    The  present  filing  equipment  is  insufficient  to  hcus ; 
valuable  records  now  in  the  department  and  those  constantly  being 
delivered  from  W.  P.  A.  Projects  sponsored  by  the  City  Planning 
Commissi  on . 

With  the  immediate  small  increase  in  personnel,  larger  quar- 
ters, equipment,   supplies,  etc.  preliminary  steps  in  organization 
can  be  undertaken  •    Basic  data  is  extremely  essential  and  a  pre- 
requisite in  the  studies  of  City  Planning!    V.r3  must  take  stock  of 
our  present  make -up  and  study  minutely  past  trends  and  possible 
future  expansion.    Fortunately  we  have  on  hand  ,  arid  available  for 
use,  many  surveys,  a  model,  and  reports  made  during  the  past  few 
years  through  the  medium  of  W*  P.  A.  Projects  and  other  sources. 
Our  first  steps  toward  the  solution  of  paramount  problems  will  be 
to  analyse  these  various  surveys  and  reports.    The  so-called  filed 
"Expert  Reports"  hereto  for  made  will  be  invaluable  and  may  y  t 
justify  their  being. 

Legislation  governing  inter-departmental  procedure  to  coordin- 
ate the  work  of  Department  Heads  and  the  personnel  of  the  various 
departments  through  the  Planning  Commission,  acting  as  a  clearing 
house  for  this  purpose,  must  also  be  drafted  for  legislative  ac- 
tion;.    In  broad  outline,  such  legislation  may  follow  in  substance 
the  Q^XifoppXai^taite^ Flajinin2_  4°3L  ( PJiajpter  665      Statutes  and 
Amejridm_ent_s_to_  the  ^od_e_s  -  Call'  fornia_  -_193 7j 

V'ith  larger  quarters  provided  for  additional  equipment  a:id 
space  to  accomodate  a  slight  increase  in  personnel  for  the  balance 
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of  this  fiscal  year,  comraenci n %  February  1st,  it  is  estimated  an 
emergency  appropriation  of  not  to  exceed  ^10,000.  would  bo  re- 
quired for  preliminary  expense  and  unforseen  contingencies. 

In  the  budget  for  the  forthcoming  fiscal  year,  a  substantial 
appropriation  should  be  made  to  defray  all  expenses  for  th 3  fir^t 
year,  including  the  cost  of  a  Professional  Planning  Consultant's 
ser vi  cos . 

The  cost  of  preparing  a  completed  Master  Plan  would  bo  app- 
roximately ')  150 ,000.     This  estimate  includes  all  expenses  of  lo- 
cal staff,  consultant  services,  transportation,  materials,  supp- 
lies and  other  incidentals.     The  amount  included  in  this  estimate 
f  or  consultant  s e r vi  cos  is  n 01 3 i nal  • 

It  would  require  approximately  three  years  to  develop  a  com- 
pleted Kaster  Plan  for  a  city  the  size  of  San  Francisco.  Suoh 
Master  Plan  with  accompanying  maps,  diagrams,  charts,  descriptive 
mat  tor  and  reports  would  inelufie  such  of  the  following  subjects 
matter,  or  portions  thereof,  as  are  appropriate  to  the  City  and, 


nay  be  mad  3 

the  basis  of  its  phy 

sical  development 

(1) 

Conservation  Plan 

(2) 

Land  Use  Plan 

(3) 

Re  creati  on  Plan 

(4) 

Streets,  Tunnel  and 

Highway  Plan 

(5) 

Transportation  Flan 

(6} 

Transit  Plan 

(7) 

Puoli  c  Servi  ces  and 

Faci  lit  ies 

(8) 

Publi  c  Bui Idi  ng  s 

(9) 

C  ommti  nity  Design 

(10) 

Hous  ing 

(11)  Such  other  svbjects  as  may  relate  to 
the  ph y s i  ca 1  de ve 1 o pmen t  of  the  City. 
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In  stating  it  would  require  approximately  three  years  to  dev- 
elop a  completed  Plan,  such  docs  not  imply  that  no  improvements 
could  he  made  in  the  interim,  nor  that  solutions  to  immediate  and 
pressing  problems  could  not  receive  immediate  attention  as  th 
arise  and  completed  in  much  less  tine.     Parts  of  the  Plan  coull  he 
approved  and  adopted  from  time  to  tine  as  they  are  completed,  but 
sufficient  study  "would  be  given  all  the  elements  entering  into  the 
physical  development  of  the  City  so  as  to  insure  that  whatever 
part  is  first  completed  would  he  properly  correlated  with  all 
other  parts  of  the  Plan  ihich  would  subsequently  follow. 

Unquestionably   the  problem  of  traffic  and  transportation  is 
the  most  paramount  issue  now  confronting  our  City.     Our  street 
system  and  downtown  parking  problem  are  of  similar  importance.  It 
is  considered  that  these  two  elements  must  head  the  program  as  be- 
ing in  need  of  immediate  solution.    Accordingly  this  would  be  done. 

In  considering  the  advisability  of  preparing  a  Master  Flan, 
the  monetary  and  time  elements  required  arc  of  little  significance. 
The  main  objective  being  the  "Plan"  itself.    Past  experiences  show 
conclusively  that  municipalities,  working   strictly  from  a  precon- 
ceived and  well  devised  long  range  plan,  have  affect  d  savings 
amounting  to  millions  of  dollars.    Benefits  accruing  to  a  oit 
thr  ough  the  adoption  of  a  Master  Plan  far  outweigh  the  cost  of 
the  Plan  itself. 

While  this  be  true,  it  is  to  be  remembered  that  at  bu1  :-t 
time,  in  all  the  years  since  adoption  of  the  Charter  establishing 
the  Planning  Commission  as  now  constituted ,  there  lias  been  dire 
need  of  curtailing;  every  conceivable  expenditure  to  permit  of  pro- 
viding funds  for  emergency  needs  such  as  the  alleviation  of  per- 
sonal want  and  othar  relief  problems .     The  Commission  has  Ions 
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await od  the  time  whan  such  conditions  did  not  exist  so  they  cdu Ld 
receive  adequate  budget  appropriation::.     <7e  trucrt  the  ti:oo  has  now 
come j  but  this  is  a  matter  not  by  us   bo  be  determine d. 

The  Planning  Commission  is  glad  to  \ivo  you  the  outlined  i:.- 
fo?m ti on  contained  herein  and  believe  that  great  good  v: ill  be  done 
the  City  as  a  whole.     It  should  be  obvious,  however,  that  the  City 
must  prepare  itself  to  enact  the  necessary  legislation  and  pr  via* 
the  necessary  funds  for  major  Improvements! 

Re s p ect  f u lly  s ubmi 1 1  ed , 

BY  ORD 07  7V:2  CITY  PIATFT/^  OC.'T7':  c  W'r . 
Marl-:  Jor-jensen,  Secretary 


